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SECTION 1 INTRODUCTION

1.1 Background

The mission of Integrated Financial Management Program (IFM Program) is to improve the financial, physical, and human resources management processes throughout NASA.  Under the auspices of the Office of the Chief Financial Officer (CFO), the IFM Program is reengineering NASA's business infrastructure and implementing enabling technology to provide better management information for decision making.

The Core Financial module provides the backbone of the IFM Program system concept.  All other modules will be integrated/interfaced with Core Financial where applicable.  The Core Financial Module consists of the standard general ledger, accounts receivable, accounts payable, budget execution, purchasing, fixed assets, cost management, and general system management.  Marshall Space Flight Center (MSFC) has been tasked as the Lead Center for the IFM Program Core Financial Project.
A team of NASA employees from across the Agency skilled in accounting, procurement and information technology has been brought together at MSFC, the Lead Center, to implement the Core Financial pilot project.  Following implementation at the Lead Center, these employees will support the implementation at other NASA locations.

1.2 Introduction

Effective communication is critical to the success of the Core Financial Project, because it is vital to building awareness, understanding, buy-in and commitment for this change initiative.  Communication increases acceptance of change and enhances uptake of the outcome.  To successfully manage change, those impacted by what is changing must understand the vision driving NASA, the purpose for the IFM Program and the personal and organizational benefits that will accrue from implementing the Core Financial Project.  

Managing change initiatives effectively requires communication throughout the entire change process. It means providing the right information to the right people at the right times through the right channels to achieve specific goals.  The Core Financial Project Communication Strategy helps to manage expectations and provides consistent messages among project team members, NASA employees and other impacted stakeholders of the Project.

To facilitate implementation of the Core Financial Project, communication should address the following:  

· Awareness of the Core Financial Project 

· Core Financial Project stakeholder expectations

· Motivational information, which includes the benefits of the Core Financial Project

· Information about how change will impact individual employees and/or departments

· Content which provides knowledge to Agency, Project and Receiving Center employees, as well as other key stakeholders, about specific Core Financial Project topics

· Core Financial Project updates, which include:  status; progress; upcoming meetings or events; and other overall Core Financial Project-related information
SECTION 2 APPROACH

2.1 Communication Defined
Communication is one of the processes by which understanding and involvement in the Core Financial Project is achieved.  A well-executed Communication Strategy should result in increased cooperation and acceptance of the changes brought about by the Core Financial Project. 

2.2 Communication Approach

The Core Financial Project’s approach to communication integrates best practices and lessons learned from past NASA communication efforts with the Core Financial Project’s business objectives.  It will emphasize candid, consistent and timely two-way communication.  It will also target the communication needs of specific NASA audiences and other key stakeholders to encourage personal ownership of the changes underway and maximize business performance.
2.3 Objectives

Following are the primary objectives of the Communication Strategy for the Core Financial Project:
· Align communication messages with those of the IFM Program communication effort 

· Provide a customizable communication strategy and plan and communication tools to Receiving Centers as rollout progresses

· Identify different communication audiences and their specific needs for information 

· Define the roles and responsibilities for managing Core Financial Project communication

· Prevent duplicative efforts among those involved with communicating to Agency, Project or Receiving Center employees and other stakeholders

· Ensure open and honest communication to build credibility of leadership

· Educate employees and others about the Core Financial Project and communicate answers to employee/stakeholder questions 

· Help foster an enthusiastic, high level of interest in the Core Financial Project within the Agency, among Project team members, at Receiving Centers and among other key stakeholders

· Promote a positive image of the Core Financial Project to NASA management, active and casual users of the system and other key stakeholders

· Minimize resistance/objection to the Core Financial Project by helping to move people up the “change curve” (Appendix I)

· Strive to manage the expectations of the people impacted by the Core Financial Project
· Manage/prevent the grapevine and other informational channels from conveying misinformation
· Foster continuous improvement through feedback and evaluation of the communication process

2.4 Strategies For Meeting Objectives

The following strategies will be used by the Communication Team to meet the Core Financial Project communication objectives:

· Provide communication that is relevant, accurate, timely, concise, appropriate and consistent (captured in the Core Financial Project Communication Plan)
· Be the focal point for communication activities within the Core Financial Project
· Solicit open feedback and address questions prior to and during the change effort (e.g., Surveys, focus groups, road shows, etc.)
· Work closely with external audiences (e.g. Receiving Centers, Agency) to supply appropriate information
· Define and gain acceptance for an approval process for broadly distributed and/or sensitive communication going to employees, contractors and other key stakeholders 
· Apply communication best practices and metrics to ensure the effectiveness of the communication effort
2.5 Communication Guiding Principles

The Core Financial Project Communication Team will adhere to the following guiding principles:

· Serve as the “command center” for Core Financial Project communication

· Ensure communication messages at the Project level are consistent with Program level messages

· Communicate project decisions to project members prior to broad audience distribution

· Communicate proactively

· Target communication to the information needs of specific audiences

· Ensure that all communication includes feedback mechanisms

· Be honest—communicate the bad news as well as the good

· Be consistent

· Err on the side of more communication

· Provide timely information about decisions and events
· Check for understanding through various feedback mechanisms
· Empathize with the audience

· Repeat, repeat, repeat
2.6 Benefits

The Core Financial Project will realize the following benefits as a result of the successful implementation of the Core Financial Project Communication Strategy:

· Reduced resistance to change among impacted employees.  Greater acceptance of change will allow for increased employee buy-in/commitment for future change endeavors.

· Clarified and understood vision among those charged with implementation 

· Better informed, more involved and more committed workforce helping to achieve the benefits of change.

· Unity among teams that pull in the same direction because they understand their roles in the Core Financial Project

· Interactive framework for continuing communication that helps enhance understanding of the Core Financial Project at MSFC, Receiving Centers and the Agency

· Consistent and reinforcing messages that support the direction of the IFM Program

SECTION 3 AUDIENCES, MESSAGES AND VEHICLES

3.1 Audience Segments  

Core Financial Project communication efforts will focus on specific audience segments and where each needs to respectively be on the “change curve” at the end of the Project.  These audiences segments are detailed in Appendix II.  
3.2 Key Messages 

Key messages for the Core Financial Project are derived from both the IFM Program business drivers and related Core Financial functional drivers.  Each communication will map to at least one of these key messages.  Consistently mapping to the key messages reinforces the Project’s vision and how it will be accomplished.

Key messages for the Core Financial Project include:

1. Provide timely, consistent and reliable information for management decisions

a. Provide consistent, timely, and reliable financial data to the Agency, Enterprise, Center, Program, Project, and Functional managers to support the decision-making process

b. Provide on-line access to program and project financial data to the Agency, Enterprises, and Centers

c. Implement standardized, reengineered business processes across functions and systems throughout the Agency

2. Improve NASA’s accountability and enable full cost accounting, budgeting and management to determine total program and project costs and relate costs to value

a. Improve financial data for the purpose of determining the full cost of providing specific Agency programs, projects, activities, and services

b. Improve consistency of financial data through the implementation of a standard financial classification structure across the Agency

3. Achieve efficiencies and operate effectively

a. Streamline and standardize financial business processes across NASA to operate more efficiently and effectively

b. Provide tools to enable NASA to more effectively utilize the administrative and technical work force

c. Provide an automated audit trail for all financial data entered into the system

4. Improve information exchange with customers and stakeholders

a. Provide consistent, timely, and reliable financial data to NASA's external customers

b. Provide increased opportunities for sharing of data, practices, and teaming across Centers

3.3 Communication Vehicles 

Identifying and using effective communication vehicles is key to the success of any communication effort.  The Core Financial Project Communication Team will utilize existing vehicles and, if appropriate, create new ones to communicate Core Financial Project messages.

The Communication Team will solicit input from the Integrated Product Teams (IPTs, Appendix III), NASA’s Core Financial Project Management Team (Appendix III) and other key stakeholders to determine the most appropriate and effective vehicle for each communication.  Consideration in these decisions will be based, in part, on:

· The audiences’ preferred vehicle for receiving communications

· The audience size and geographic dispersion

· The nature and type of the communication

· Recognized communication best practices

· Organizational norms and standards

· New and innovative means for effective communication

· The frequency of use for each vehicle

The vehicles used to communicate with Agency and Receiving Center audiences could include:

· E-Mail 

· Voice Mail

· Focus Groups 

· Brochures

· Information Packets 

· Meetings
· IFM Program Website

· Posters

· Presentations

· Publications
· Handouts
· Briefings
· Status Reports
· Video Teleconferences (ViTs)
· Teleconferences
· Road Shows
The vehicles used to communicate with Project Team and Lead Center audiences could include:

· Posters

· Bulletin Boards

· Electronic Bulletin Boards

· Social Events 

· Project Website

· Inside Marshall Website

· E-Mail 

· Voice Mail

· Focus Groups 

· Brochures

· Information Packets 

· Face-to-face Discussions

· Marshall Star

· Inside Marshall Today

· Daily Planet 

· Presentations

· Computer Log-ins
· Meetings
· Promotional Items (laminated cards, tri folds, etc.)
· Publications
· Binders
· Handouts
· Briefings
· Status Reports
· Road Shows
· Job Aids

SECTION 4 STRATEGY EXECUTION

4.1 Scope

The scope of this strategy document includes all Core Financial Project communications to be received by both internal and external Project stakeholders.  This strategy will remain a guide for all such communications.  The Project’s Change Management Communication Team has direct responsibility for these communications.  This team will also develop a dynamic Communication Plan for tactical, day-to-day management of the communication effort for the Core Financial Project.

4.2 Communication Infrastructure

The success of any communication effort depends heavily on a well-defined execution infrastructure.  The IFM Program communication infrastructure consists of three levels; Program, Project, and the Receiving Centers.

The Program level communication effort is the responsibility of the IFM Program Change Management Communication Lead.  The Program’s Communication Lead will communicate overall Program strategy and planning information to the Core Financial Project’s Communication Team.

The Project’s Communication Team is, in turn, responsible for strategy development and plan execution at the Project level.  Plan execution involves development and delivery of communications to Agency personnel, Project and Receiving Center employees and other stakeholders, as appropriate.  The Project’s Communication Team is also responsible for sharing the Project strategy and plan with the Communication Teams at each Receiving Center as the project rollout progresses.  Receiving Center Communication Teams then assume responsibility for customizing the strategy and plan according to their specific Center’s needs.

Within the Project level, the infrastructure includes the various IPTs and the Project Management Team.  It is important to note that successful implementation of the Communication Plan requires input from the IPTs and the NASA Project Management Team.  Using the Plan, the Communication Team will coordinate overall message development, delivery and tracking, but will rely on these teams to provide content, review messages and help determine appropriate delivery methods.

The roles and responsibilities of the Communication Team in this Project infrastructure include:

· Develop/implement/monitor Communication Plan & Schedule

· Prepare and distribute communications

· Utilize/create communication vehicles

· Implement communication processes

· Establish and monitor feedback channels

· Log all significant internal/external communications

· Establish communication standards (where necessary)

· Collect feedback regarding communications for continuous improvement

· Develop and maintain the Q&A Database-- a repository of frequently asked questions and answers 

The roles and responsibilities of the IPTs and the NASA Project Management Team in this Project infrastructure include:

· Recognize the need for communication and share insight with the Communication Team
· Provide content to the Communication Team for message development

· Review messages for accuracy and/or approval

· Meet with Communication Team to provide feedback

· Keep Communication Team up-to-date on communication issues

· Inform Communication Team of events for which they need communication support

· Provide timely answers to question logged in the Q&A Database

4.3 Communication Development and Execution 

Development and execution of communications is a structured effort that requires multiple resources with broad subject matter expertise.  Diagram A illustrates the internal communication process that will be employed by the Communication Team on the Core Financial Project.

Diagram A. 
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4.4 Approval Processes

Certain Core Financial Project communications will contain sensitive material or be developed for broad audience distribution (e.g. presentations, website content, broad distribution e-mails and voicemails).  Such communications typically require NASA’s Project Management Team approval.

The Approval Process for Core Financial Project communications will help ensure the appropriate executives review communications in a timely manner prior to their distribution.  The Approval Process also allows for external review (e.g. Customer Board, Union leadership, Program Office personnel) of such communications materials.  A detailed Communication Approval Tracking Sheet (Appendix IV) will accompany all such communications to ensure the right individuals provide input and approvals in a timely manner.  The Approval Process is detailed in Diagram B.

Diagram B.



4.5 Metrics

The Core Financial Project will use baseline and periodic metrics to monitor communication effectiveness.  Doing so will involve:

· Using the Change Readiness Assessment as a baseline for communication effectiveness--resurveying to gauge effectiveness

· Tracking key stakeholder movement up the commitment curve

· Holding focus groups throughout the duration of the Core Financial Project to get a continuous understanding of communication needs and the best ways of meeting them

· Providing feedback mechanism for individual communication initiatives

· Conducting surveys, using the free Zoomerang.com tool (an easy to use tool for administering simple surveys and viewing results), to gauge the effectiveness of communication and make appropriate improvements

4.6 Communication Feedback

It is important to determine, on an ongoing basis, whether the Core Financial Project Communication Strategy and Plan are effective in achieving their objectives. Therefore, mechanisms for receiving feedback from the target audiences are necessary.  This feedback must be continuously gathered and monitored to ensure that affected audience groups move toward acceptance of the change.  Diagram C details this feedback process:

Diagram C


Through feedback, the Communication Team can continuously assess the effectiveness of the communication vehicles and messages and make any adjustments to the Strategy and Plan in a timely manner.  The key is to determine whether it is the Strategy that is not working or whether the Plan is not being implemented as designed.
SECTION 5 COMMUNICATION EFFECTIVENESS

5.1 Critical Success Factors 

The effectiveness of communication may be influenced by:

· The number of employees/contractors

· Different levels of effort (Agency, Project, Receiving Centers)

· A high number of change initiatives

· Skepticism among the workforce (past experience with communication or with similar change efforts)

· People’s ability to participate in relevant decision-making regarding the Core Financial Project

· Individual personalities

· Trust in the sponsors/leadership

· Union influence

To help mitigate these realities, communication will focus on the following critical success factors:

SYMBOL 183 \f "Symbol" \s 10 \h
Leadership buy-in:  The Core Financial Project Communication Team will secure the buy-in of the NASA Project Management Team and IPTs.  This will be accomplished by establishing appropriate and effective liaisons with both groups, and adhering to the feedback and approval processes.

· The movement of audiences to the appropriate level of the change curve: Core Financial Project communication will help targeted audiences move along the change curve.  Each audience group will have a different change curve starting point and end goal.  The goal is determined by the Communication Team with input from the Project management Team and IPTs, and is based, in part, on the audience group’s level of influence on project success.  The change curve goal for those with the highest level of impact on project success will be buy-in.  Ongoing change efforts, beyond the immediate project, should continue to move appropriate audience members to the change curve level of ownership.
· The right information to the right audience at the right time:  Core Financial Project communication will focus on what the audience needs and wants to know, not just on what the Core Financial Project wants to communicate.

· An effective review/approval process:  Deliverables will be presented at scheduled times to the appropriate individuals who will have the opportunity to provide timely feedback and/or approval. 

· Two-way communication:  Audiences will have on-going opportunities to ask questions and provide feedback.  This will be accomplished through Intranet Question & Answer databases (internal and external) and individual communication feedback mechanisms.

· Support to IFM Program and Receiving Centers:  The Core Financial Project Communication Team will provide the IFM Program with information to share with its various audiences.  It will also provide relevant information and tools to the Receiving Centers as project rollout progresses.

5.2 Best Practices 

Core Financial Project communication will employ the following Best Practices:

	Avoid information “overload”
	Too much information leads to confusion and irritation.  Accurate and timely information is key.

	Provide consistent messages
	Inconsistency destroys credibility.  Without consistency, audiences are confused and frustrated about what to expect.

	Repeat messages through various channels
	The more ways a message can be communicated, the more likely it is to be internalized.  Using different mechanisms ensures repetition without individuals “tuning out.”

	Create demand:  encourage employees to pull for information, rather than management pushing it at them
	Providing relevant, timely information ensures messages will be received and helps create the buy-in for change.  

	Tailor communication to audience needs:  give information which the audience wants and needs, not just what management wants to communicate
	The audience is more likely to listen/absorb the information if it is pertinent to their current frame of reference.

	Coordinate communication centrally (at the Project level)
	This is essential to ensure a consistent approach.

	Manage expectations
	By doing so, audiences are encouraged to believe in the information they are given.  

	Listen and act on feedback
	Responding to the needs of the audience helps ensure that changing audience needs are met.


5.3 Communication Checklist

Following is a checklist that will be used to help ensure the effectiveness of Core Financial Project communication:

· Are the messages relevant to the specific audience?

· Are the messages informative?

· Are the messages accurate?

· Are the messages timely?

· Are the messages credible?

· Is the sender of the messages credible?

· Can the messages be misinterpreted by the target audience or by another audience?

· Are the messages appropriate to the audience?

· Do the messages provide the opportunity for recipients to provide open feedback?

· Do the messages convey management support and commitment?

· Will the messages foster realistic expectations?

· Do the messages convey concise information that helps audiences understand what the content means to them?

· Are the messages in line with what is being experienced by the organization?

5.4 Communication Dos and Don’ts

There are some simple rules that will be observed when communicating to stakeholders of the Core Financial Project.

Communications will:

· Be regular 

· Be as open and honest as possible

· Give necessary background information

· Be timely

· Use examples

· Provide relevant materials

· Solicit ideas, suggestions, reactions

· Follow through with what is promised

Communication won’t:

· Be threatening 

· Use vague language

· Withhold needed information

· Avoid the issues

· Assume saying it once is enough

· Follow a “need to know” policy

APPENDIX I CHANGE CURVE












APPENDIX II AUDIENCE MATRIX*

Note: Audience groups may be added and audiences’ Current Level on Change Curve may be adjusted based on discussions to be held during the Agency Design Phase.

	Core Financial Project Audience Matrix

	Audience
	Influence Level on Project Success

(H,M,L)
	Current Level on Change Curve
	Demonstrated Behaviors
	Level on Change Curve Needed at Implementation
	Demonstrated Behaviors

	
	
	
	· 
	
	· 


* The Audience Matrix is still being expanded.  Contact Kathey Nabors or Evelyn Lewis for further information.

APPENDIX III PROJECT TEAM DESCRIPTORS

The Core Financial Project Integrated Product Teams consist of the following:

· Project Management IPT

· Change Management IPT 

· Integration IPT

· Rollout sub-team
· Development sub-team
· Technical Architecture sub-team
· Process IPT

· Accounting sub-team

· Budget Execution sub-team

· Fixed Assets sub-team

· Purchasing sub-team
The Core Financial Project NASA Project Management Team consists of the following:

· Project Manager

· Deputy Project Manager

· Change Management Lead
· Quality Assurance & Systems Engineering Team Lead

· Functional & Transition Management Team Lead
APPENDIX IV COMMUNICATION APPROVAL TRACKING SHEET

Core Financial Project

Communication Approval Tracking Sheet

Item for Review:

      Presentation material
      Web page content (public)
       Project web page (internal)
                   

      Broadcast email

      Other, specify: ________________________________________

Developer:  ____________________
Date development completed:  _____________________

Date submitted for review:  __________ 
Expected release date: ______________________

Audience:  _________________________
Event:  ________________________________


To be reviewed by:


Reviewed by:

(Developer/ Comm. Lead complete)
(Reviewer please complete)

IPT Lead (s)



Initials

Date

Comments

    
Name here


______​_

_______

_____________________

    
Name here


_______

_______

_____________________

    
Name here


_______

_______

_____________________

Complete review by:  ​​​​​​noon/COB ___/___

Other Project Team Member

Initials

Date

Comments

    
Name here


_______

_______

_____________________

Complete review by:  ​​​​​​noon/COB ___/___

Communications Lead


Initials

Date

Comments

 X
Name here


_______

_______

_____________________

Complete review by:  ​​​​​​noon/COB ___/___

Change Management Leads

Initials

Date

Comments

    
Name here


_______

_______

_____________________

    
Name here


_______

_______

_____________________

Complete review by:  ​​​​​​noon/COB ___/___

NASA Proj Mngt. Team/ Ext. Rev
Initials

Date

Comments

    
Name here


_______

_______

_____________________

    
Name here


_______

_______

_____________________

    
Name here


_______

_______

_____________________

Complete review by:  ​​​​​​noon/COB ___/___
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